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Exchange of Letters Concerning the National Security Council
Between Senator Henry M. Jackson and Mr. McGeorge Bundy,

Special Assistant to the President for National Security
Affairs

- __ U.S. SENATE,
SuBcOMMITTEE ON Nationar PoLicy MacuiNERY,

July 13, 1961.
Mr. McGeorae Bunpy, Y

Special Assistant to the President for National Security Afairs
The White House, Washington, e v Afoirs
DEar Mz, Bunpy : As you know, our subcommittee will shortly hold
hearings bringing to a close its nonpartisan study of how our Govern-
ment can best staff and organize itself to develop and carry out the
kind of national security policies required to meet the challenge of
world communism. i

As you also know, we have been deeply concerned from the outset
with the organization and procedures of the National Security Coun-
cil, its subordinate organs, and related planning and followthrough
wechanisms in the area of national security.

Early in our study, the previous administration was kind enough to
make available to the subcommittee a series of official memorangums
describing the functions, organization, and procedures of the National
Security Council and its supporting mechanisms. These memoran-
dums, which were printed by the subcommittee in our Selected Mate-
rials, proved of great interest and value to our members, to students
and interpreters of the policy process, and to the wide general audi-
ence which has been following our inquiry.

The purpose of this letter is to ask whether the present administra-
tion could now furnish us with official memorandums which would be
the current equivalent of the above documents given us by the Eisen-
hower administration.

I presume that this material is readily at hand, and that it could be
made available to us by August 4, so that we could profit from its
study during the final phase of our hearings and make it a part of our
permanent record.

Sincerely yours,
Hexry M. Jacgson,
Chairman, Subcommittee on National Policy Machinery.

Tae Warre Housk,
Washington, September 4, 1961.
Hon. HENrRY M. JAcCKSON,
U.S. Senate, Washington, D.C.
DEear SenaTor Jackson: I have thought hard about‘;l{our letter of
July 13, which asks for official memorandums that would be the cur-
rent equivalent of memorandums submitted by the previous adminis-
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tration. I find that this is not easy to do, but let me try. The previous
administration wrote out of many years of experience in which it had
gradually developed a large and complex series of processes. This ad-
ministration has been revising these arrangements to fit the needs of a
new President, but the work of revision is far from done, and it is too
soon for me to report with any finality upon the matters about which
you ask. It seems to me preferable, at this early stage in our work, to
give you an informal interim account in this letter.

Much of what you have been told in the reports of the previous
administration about the legal framework and concept of the Council
remains true today. There has been no recent change in the National
Security Act of 1947. Nor has there been any change in the basic
and decisive fact that the Council is advisory only. ~Decisions are
made by the President. Finally, there has been no change in the
basic proposition that, in the language of Robert Cutler, “the Council
is a vehicle for a President to use in accordance with its suitability to
his plans for conducting his great office.”” As Mr. Cutler furiher
remarked, “a peculiar virtue of the National Security Act is its flexi-
bility,” and “each President may use the Council as he finds most sujt-
able at a given time.”* Tt is within the spirit of this doctrine that a
new process of using the NSC is developing.

The specific changes which have occurred are three. First, the
NSC meets less often than it did. There were 16 meetings in the first
6 months of the Kennedy administration. Much that used to flow
routinely to the weekly meetings of the Council is now settled in
other ways—by separate meetings with the President, by letters, by
written memorandums, and at levels below that of the Presideni.
President Kennedy has preferred to call meetings of the NSC only
after determining that a particular issue is ready for discussion in this
particular forum.

I know you share my understanding that the National Security
Council has never been and should never become the only instrument
of counsel and decision available to the President in dealing with the
problems of our national security. I believe this fact cannot be over-
emphasized. It is not. easy for me to be sure of the procedures of
earlier administrations, but I have the impression that many of the
great episodes of the Truman and Eisenhower administrations were
not dealt with, in their most vital aspects, through the machinery of
the NSC. It was not in an NSC meeting that we got into the Korean
war, or made the Korean truce. The NSgC was not, characteristically,
the place of decision on specific major budgetary issues, which so
often affect both policy and strategy. It was not the usual forum of
diplomatic decision; it was not, for example, & major center of work
on Berlin at any time before 1961. The National Security Council is
one instrument among many; it must never be made an end in itself.

But for certain issues of great moment, the NSC is indeed valuable.
President Kennedy has used it for discussion of basic national policy
toward a number of countries. He has used it both for advice on
particular pressing decisions and for recommendations on long-term
policy. As new attitudes develop within the administration, and as

1 Robert Cutler, ‘The Development of the National Security Council,” Forel, Affairs,
April 1858 (“Organizing for Natlonal Security,” reprinted in “Selected Materials,” com.
mittee print of the Committee on Government Operations of the Senate, GPO, 1960).
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New 1ssues arise in the world, the NSC is likely to continue as a
major channel through which broad issues of national security policy
come forward for Presidential decision. |

Meanwhile, the President continues to meet at very frequent in-
tervals with the Secretary of State, the Secretary of Defense, and
other officials closely concerned with problems of national security.
Such meetings may be as large as an NS(' meeting or as smal] as a
face-to-face discussion with a single Cabinet officer. What they have
In common is that a careful record is kept, in the appropriate way,
whenever a decision is reached. Where primary responsibility falls
clearly to a single Department, the primary record of such decisions
will usually be made through that Department. Where the issue is

roader, or where the action requires continued White House atten-
Yion, the decision will be recorded through the process of the National
Security Council. Thus the business of the 2 ational Security staff
goes well beyond what is treated in formal meetings of the National
Security Council. It is our purpose, in cooperation with other Presi-
‘dential staff officers, to meet the President’s staff needs throughout the
national security area.

The second and more significant change in the administration of
the National Security Council and its subordinate agencies is the
abolition by Executive Order 10920 of the Operations Coordinating
Board. This change needs to be understood both for what it is and
for what it is not. It is not in any sense a downgrading of the tasks
of coordination and followup; neither is it an abandonment of Presi-
dential responsibility for these tasks. It is rather a move to elimi-
nate an instrument that does not match the style of operation and
ccoordination of the current administration.

From the point of view of the new administration, the decisive dif-
ficulty in the OCB was that without unanimity it had no authority.
No one of its eight members had authority over any other. It was
never a truly Presidential instrument, and its practices wsre those
of a group of able men attempting, at the second and third levels of
‘Government, to keep large departments in reasonable harmony with
each other. Because of good will among its members, and unusual ad-
ministrative skill in its secretariat, it gid much useful work; it also
had weaknesses. But its most serious weakness, for the new admin-
istration, was simply that neither the President himself nor the pres-
ent administration as a whole conceives of operational coordination
as a task for a large committee in which no one man has authority.
It was and is our belief that there is much to be done that the OC
could not do, and that the things it did do can be done as well or
better in other ways.

The most important of these other ways is an increased reliance on
the leadership of the Department of State. It would not be appro-
priate for me to describe in detail the changes which the Department
of State has begun to execute in meeting the large responsibilities
which fall to it under this concept of administration. It is enough
if I say that the President has made it very clear that he does not
want a large separate organization between him and his Secretary of
State. Neither does he wish any question to arise as to. the clear
authority and responsibility of the Secretary of State, not only in
his own Department, and not only in such large-scale related areas
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as f.oxjexgp aid and information policy, but also as the agent of coor-
dination in all our major policies toward other nations.

The third change in the affairs of the NSC grows out of the first
two and has a similar purpose. We have deliberately rubbed out the
d1§t{nct10p between planning and operation which governed the ad-
munistrative structure of the NSC staff in the last administration.
This distinction, real enough at the extremes of the daily cable traffic
and long-range .assessment of future possibilities, breaks down in
most of the busmesg of decision and action. This is especially true
at the level of Presidential action. Thus it seems to us best that the
NSC staff, which is essentially a Presidential instrument, should be
composed of men who can serve equally well in the process of plan-
ning and in that of operational followup. Already it has been made
plain, in a number of cases, that the President’s interests and pu
«can be better served if the staff officer who keeps in daily touch with
-‘operations in a given area is also the officer who acts for the White
House staff in related planning activities.

Let me turn briefly, in closing, to the role of the Presidentia) staff
as & whole, in national security affairs. This staff is smaller than it
was in the last administration, and it is more closely knit. The Presi-
‘dent uses in these areas a number of officers holding White House ap-
pointment, and a number of others holding appointments in the Na-
tional Security Council staff. He also uses extensively the staff of the
Bureau of the Budget. These men are all staff officers. Their job
is to help the President, not to supersede or supplement any of the
high officials who hold line responsibilities in the executive departments
and agencies. Their task is that of all staff officers: to extend the
range and enlarge the direct effectiveness of the man they serve.
Heavy responsibilities for operation, for coordination, and for diplo-
matic relations can be and are delegated to the Department of State.
Full use of all the powers of leacﬁ;trship can be and is expected in
other departments and agencies. There remains a crushing burden of
responsibility, and of sheer work, on the President himself; there
remains also the steady flow of questions, of ideas, of executive ener;
which a strong President will give off like sparks. If his Cabinet
officers are to be free to do their own work, the President’s work must
be done—to the extent that he cannot do it himself—by staff officers
under his direct oversight. But this is, I re t, something entirely
different from the interposition of such a staff between the %resident
and hie Cabinet officers.

I hope this rather general exposition may be helpful to you. Ihave
been conscious, in writing it, of the limits which are imposed upon me
by the need to avoid classified questions, and still more by the require-
ment that the President’s own business be treated in confidence.
Within those limits I have tried to tell you clearly how we are trying
to do our job.

Sincerely,
McGeoree Bunpy.

o .
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